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DISPATCHING SYSTEM IN SOVIET INDUSTRY

(This report discusses the dispatching system in the construction
industry, the nonferrcus metallurgy industry, and the machjine building
industry. One example 1s alsc given of the functions of a disputcher
in a machine-tractc -~ station.

fumbers in parentheses refer +c appended sources.

Construetian Industry

tralized and operational supervis
snd all affiliated economic crgunizations,
by highly specialized personnel who are
the construction industry.
111 operational management of ini
in the hands of the dispatcher.

vise

sible for construction work and has brond powers over subcordinat

work

In the construction industry, the dispatching system is a system of cen-
ion und control over a construction enterprise
The dispatching service is staffed
thuroughly familiar with all phases of
ystem is based on the principle that the over-
ividual cunstruction projects is concentrated
He has the right and responsivility to super-
the construction sites. He is respon-

¢ divisions

an be changed only by superior au-

The 3

und direct all work operations ot

groups. His orders are binding und c

thority.

The chiel functions of the dispatehning service are:

1. Continuous operational control,
2. Control and supervision over manpover and labor productivity,
3. Supervision over the utilization of machinery,
b. Current and continuous control over the subcontractor,
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5. Supervision of auxiliary production and intraplant delivery,

6. Equipping divisional dispatching centers with necessary telephones,
loud-speakers, and radios, and

7. Keeping a dispatcher's log.

The structure of the dispatching division in & construction enterprise
differs from other divisions in that the dispatching division is a functional
organization with Speclal rights, In order to direct building activities, the
dispatching system reaches every construction site. The directives of the
chief dispatcher have the same force as those of the chief engineer or the
director. Such directives cannot be reversed by any division chief without
the approval of the chief dispatcher,

The dispatching Appuratus in a construction trust 1s orgenized as follows:
the chief of the dispatching apparﬁtus is directly attached to the chief engi-
neer and is at the same time the deputy to the chief engineer. Depending on
the size of the trust apj In case of multiple-shift enterprises, there are ane
or two deputy chief dispatchers performing the function of the chief dispatcher
The dispatcher's central office is outfitted with the most modern control and
communicat ions equipment .

The chief dispatchrer ig responsible for the entire direction of the dis-
patching apparatus in the trust and for the control and supervision of the
weekly plans. He makes important decisions for the trust, affiliated auxil-
lary enterprises, and the subcontractor.

The deputy dispatcher has the Job of overseeing the veekly assignment of
worker's groups and transport fucilities and the installation of machinery and
equipment. He is responsible “or preparing the dispatcher's record, which is
given to the director daily at noon, and he also conducts the operational dis-
poatcher's conference which takes place daily at 1€00 hours, at which the anal-
ysis of the day's work is under‘sken and work Cor the next day is determined.

In addition, he oversees the work of the subcontractors and the supplying
of all construction sites with materials. By means of his communication sys-
tem, he is in constant contact with all construction units. He informs the
chief dispatcher of the course of the day's work in operational conferences.
The instructions of the deputy are binding on ull construction sites and aux-
iliary installations.

Divisional dispatchers are organizationally a part of their particular
division and issue instructions which are binding on the operations of their
divisions. They may also make minor decisions.

The complete use of this dispatching system can take plece only in exten-
sive construction trusts which have independent production shops. The chief
dispatcher must engage exclusively in dispatching work whenever it is employed,
so he must be relieved of any udditjonal responsibilities. In some cases,
shift chiefs take over the work of divisiunal dispatchers.

In trusts in which vork is carried on in multiple shifts, the shifts are
organized in such a manner that the deputy dispatchers of ull shifts can be
present at the daily diepatching conference at 1200 hours. In a trust working
on two shifts, the dispatching service operates in three shifts: the first
shift is from 0700 to’ 1700 hours, the second shift is from 1500 to 2100 hours,
and the third shift is from 1530 to 2400 hours. This assures a continuous su-
pervision of the entire production time.

The following diagram shows the place of the dispatching system in the
organizational structure of a construction trusts
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The use of the dig :
construction gj atching

the course of
and daji |y Plenning Torms

system in the conotruction industry and at the
araful weekly and daily operational plans for
2 a2t the construction vi.te and [ts sactors. Weekly
the working fourdation £ » thi

PR

disrutehing cervice,
Ng service see
communicates jng S that

c S Whenever ge
in the hands or tha dispateher. .
visions .

production schedules are observed and

lays oceur. Plan-fulfillment control is

£rom repores ! However, $his fact dees not pravent other di-

tion site pl'odugtj ing on the working conditions in their sectors at construc-
sLLl on confaroncag

. %S, or from plunnine future crersticns to ether
“with the management of the trul;?;,,(l) e £ &

Dispatching, in MTS

In 1947, o dispatching System was introduced into the Millerovskeya MTS ip
Knmenskaya Oblust, RoFs Thz dispatcher of thic MTS has the authority to make
many 1ndepe_ndent decisions when the director nnd director's deputy are absent.
He also anzlyzes production datg reeeived from tractor brigades and reports his
conclusions to the director gr director's deputy.

Ir 1953, the Courcil of Minigtaprs i the Central Committes of the CPSU
ordered the Ministry of Arriculturs USSR, the councils of ministers of the ree
publics, kray executive committens, and oblast executive cormittees to provide
for the ¢rganization of dlspatehing vystems in all MTS. The tystems are to be
equipped with radio ang telephona eommunications.(2)

Dispatching in Nonferrous Metallurgical Plants

. In nonferrouy m2tallurmical plants, all operational work is managed by the

B plant dispatching office and its staff of shift dispatchers. The plant dispatech-
- ing office is subordlnate t.. t}. chief engineer. Scmetimes a shift operator who
carries out all technieni work Tonnectad with filling out schedules and reports,
Processing shop summaries, and periomming other servieoy is placed under a shift
dispatcher.

During a shift, the disyatohlng office constantly controly
meeting both the shift arg the 2k_hour planned schedule in individual shops by
comparing the actual production progress with planned indexes, by taking meas-
ures to eliminate ndnormal rond itiong occurring in individual shops, by elimi-
nating breakdowns, and by coordinating shop operutions. A large share of the
shift dispatcher’s work 1oad

eonsists of regulating intraplunt transport work
and loading and unloading operutions

the process of

The shift dispatcher preparas data for
management of the plant and ke2ps an necount of the work of all shops over a
24 -hour period. The shift dispatcher does not interfera with the technical work

of individual shops. The shifs dicratcher communicates with shops and divisions
of the plant by telephonz ang by a special commutator.

the information of the technical

The dispatching point in a plant is eq ipped with various signaling devices
(accident signals, information signals, etc.

and with a control and measuring
apparatus. Shops indicete the cauge ot a shutdown over a conveniently placed
swit:hboard. The shift dispatcher, in viewing signal lights under the inserip-
tions "shop" and “cause,” is informed of

a shutdown in g rarticular production
: section and takes immediate steps to eliminate 1it,

Signal lights burn until turped off by the signaling shop. A command signal

tells the shop the dispatcher's instructions, thus eliminating loss of time in
telephone conversations which involve frequent snd simple instructions.
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In addition.to the sigraling apparatus, the plant dispatching point hag a
panel equipped with g commutator, transformer, and microphonz. The commutator
makes it possible for the dispateher to establish immediate communications with
several production Secticns and conneot them with each other. The dispatching

. point is also connected with the intraplant and the outside telephone systenm.

A dispatcher's conference takes place every day in nonferrous metallurgical
plants, The shift dispatcher, all shop chiefs, the chief engineer, and the di-
rector participate in thase conferencas. During tho conference, aull participants
remain at their working places. The chief engineer usually reports on plan ful-
fillment for the last 2k hours ang analyzes the work of individual shops. He is
folliowed by the shop chiefg and then by the plant director who issues his in-
structions, which the shift dicpatchoer 2nLers in a special log. Tha conferences
usuzlly last 30-40Q minutes,

All instructions of the ehief engineer which do not concern the plun ang
all alterations in the shift apg 2k -hour plen schedule for fndividusl shops are
communicated to the shift disgatchsr who relaye thom to the chief of the planning
and production division.

A dispatching system for th
also been adopted in shops, part
key production shogs , tranrpors

2 managemant and regulation of production has
culariy in large production soctions such as
tops, and ropair shops.

Shift chiefs or shift dispatchers of shops and servicing units are directly
subordinate to the shift dispatcher of tha plant.

The shift chief (shift iispatcher), who is subordinate to the shop chief or
the shop chief's deputy for Eroduction, deals with the regulation of the produc-
tion process. The dispatching cervice is a shop operates on the principle of
one-man manegement. The shop shift dispatcher is connected to principal shop
sections by a signaling ipparatus.  The shop dispatching point also has a switch-
board with a control and meacuring spraratus which fuides the shift dispatcher
in his directlon or production in =1l sections of the shop andeliminates delays
interfering with the normnl flow of production.

If the services of muxiliary shops are neslad to etiminate production snags,

or in case of an accident in a shop, the shop chift dispatcher signals the plant
shift dispatcher.(3)

Dispatching in Machine Buildirz Plants

In the Moscow Motor Vehicle Plant iment Ctalin, the task of administering
production of the plant as a whole is placed cn the production and dispatching
division, and of individual shops, on the production znd dispatching offices.

Operative calendar planning vlays a large 1ol2 In the production and dis-
patching division. This planning servico brings a definite system into the pro-
duction activity of shops, organizes tiw order of movement of current produc-
tion, and forms the necessary basis for organizing the work of the dispatching
serviee in managing the fulfillment of tha 2h-hour and hourly production sched-
ules.
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The creanizetion of

. ‘the production an Ispatching division of the pla t
1s diagramed 85 Tollowes P tion and di patehing plan

Division
Chief

Summa ry Plant
Planning siom Dispatching
and Service
Aralysis -

Sector '

—

Cpare Parts ang
Cooperative Orders
Cector

Tachniceal
Sector

Saoctor of S2ctor of Sactor of
Production

Shops

Preduction Produrtj-y
Shops Shop s

The cperative calondar plannin-~ £2rvice zonsicts of 70 rercent of the staff
of the divisicn apd {neludas 4h. techrnical 3 stor, the sumnary planning and anal-
ysie soctor, the SpPars parts and comperutive orders secter, and soveral produc -
tlon zectors.

The technieal Sector and 1}
cisentinlly auxilinry funztion
ractive doeumont: . They .-
cooperative orders Sector waork: o
activities, The production : 2
vlay a leading role in organ.zing the
products list plung.

Lummary planning and analysis sactor rerfom

» o, and plamning di-

‘ork directly with shops. The spupe parts and
ithiin a narrow framework of its

the nuclens of the division and

T uiflLment of shop production and

The technical somter eV A
dispatching division and the tochnd
teehnologicnl division, and the get )
examines technical docwnznts oo 1 by the divig
which may arise durin; their exwnination, k
tachnic:l date according to gt 2 :lleation of such data, and
delivers the documents Lo cory production sectors of the division for
operational use., 1In adidition, tachnienl doaumenty qra distributed among basic
production shops according to detailed routing specifioantions and serve as a
reference for planning products 'i-tn and “or tuciding opzrational problems.

(ni batween tho production and
the desipning division, the
ision). The technienl sector
lon, clears up any problems
drtailed card index, processes

he technical seetor indrgendont 1y, or tesethor with the pro-

In some cases, t
examines the readinass of ShoPs to produre naw products.

dustion secters,

The summary planning and analysic Sector, topether with the technical di-
vicions of tha vlant, {akes part in the drafting of the preliminary. annus) pro-
duction plans of the Plart. During this Irocess, the technical divicions de-
termine whether the plans can be fulfilled on the basis or the plant's existing
2quirment and work space, and draw up technical vlens for elimineting bottle-
necks. When approved by the director, the organizational and technical plan serves
as a primary document which organivns the work of repsiring and improving cquip-
ment, the production wund ass:=mbly of n~w ~quipment, the intr-duction of new
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techniques and advanceq technology, and the orzanizativm of work places. On the
basis of the approved Plant plans and detwziled stock nerms, the summary planning
sector dotermines the schedules end order of work of the vroduction sectors ac-
cording to calculations of the detailnd shop prorrams.

On the basis of plant Blans, the spare parts and cooperative ordsrs sector,
dravs up shop assignmrrts (in physical and monetary torms) Sor producing spare
parts and filling cooperative orders. Dotailed au: entes for producing fin-
ished products ure deliversd hoth § 2ctors of the division for
inclusion in the shop
plent for organizing th. ae
to consum:rs.

to il

produsts 1ict plans, and to the salers Jdivisicn of the
Qe

gtene: of parts Irom shope and their sllocated sale

The production senLor
production and disputching
into special Lroups e
and forging ChOps, mn
tors. Production seet
in the complex mann
caleulation of prod ction. Tha seecte-s
ment of the production and dispateh
accounting and control oyos
shops, and apzlyz. . )¢

roguiarly with vicic proluction shops. In the
ion syotem, basie production shops are Joined

'L characteristics (pressing
and attached to production seec-
under their jurisdietion

- and nome-calendar
crganizational manage-
1075, conduct oprrational

J

The dispatehing servic.
sntirs operative calendur e
Service, in the struetuiul
cion of the plant, seivns
ring process in its final ot
over the fulfillment of th
service of the plant cc
mada up of senier and

® principal parts of the
noequantly, the dispatching
roduction and dispatching divi-
inu~ ard complets the operative calendar plan-~
-- the cperat’onal ropulation and management
our tacks and hourly schedules. The dispatching
O pereont of the worikers of the division and 1is
spatchers operating et 2h-hour schedule.(h)

: plant (producing 16,500 parts,
“Lijucts of intrashop planning

i ton recerds the expeeted

a4 whole, on the basic of

on o the plant. On the
ntonorms on overfulfillment,
i menth, a commodity output

fulfillment of plen
op-rational datn com
basis of these data, ‘i
the shops are riven, on 3
plan tor thnr Toliowin s muenth,

From the 24 te the Lth day of each planr‘gng mont:, tne dispatching divi-
sion presents to ‘the produ~tion and 1 ini tivision a final report

e 1
concerning the work of each shop i'ggg,lthe past month. This report is
cCura i
n

filled out by the shop, but the a vy of vhe data contained there-
in is cheecked by the diraten s tivig 0 iszad aceounting o-

cords. If nec Iy, thow ‘lon wlters the chop's
lan Tor tha current month (¢ the aocount chop's parfommance

p i D

differ essentlially from hs o ted reoul in th2 current shop plan.

Undor the zonticliced method of accounting n the dispatching division,

each product part deliver:g by a producar shor to u consumer shop is accounted
for. The acccunting is carried cut by metns of n Iatniled card index for all
11,200 itemized purts produced in the rlant

she

The accounting of' the mcvemsnt of parts between shops and the antry of
these data on the card index is earried out on the basis of daily reports re-
celved in the dispatehing division at 0900 hours.
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On the basis of curg ind=x data, the dispatehing division dravs up a daily
summary of the unfulfilleq obligations of shops for the current monthly output.
Once every 10 days, a sumary of the fulfillment of shop plans is made. The
chief dispatcher and tne production chief detemine by the daily summaries which
shops are lagging in production and take steps to introduce corrective measures
within a shop or ask for assistance from other shops. The 10-day sumaries make
it possible to @Xnose promptly thoze shops which ara deercusing their material
stocks and arc nct able to fulfill the menthly rlan.

In order to interprat the
gram ol the current month, an
enters, on the btk or Sty day of
units and lists them ip o
5hops. These data ppe used by tie
by shift dispatchers, and by tho »
tations, and by tha product

blizations of chcpes for the sutput pro-
iy dispatehing division

2 of deficient parts and

, rourins the data by consumer

frem the dispatehing division,

in holding uispatching consul-

onoet

The products 1ist .f tie pri
ol products by the plant krown :
entered on a speelal sob
the chief dlspatcher,
of the plant. Thils za (R
mitied by the shops gt GO0 honrs,

s and the final delivery
{%erandraya] products list" are
‘v controlled daily by
n2er, and the director

T

Ir order to fulfill the rnquirad
patehier o7 the plant holde o daily apnferones w o
pratching desk. At the siart #3 Ahe conferones, t ahopr sdive the results of
thelr fulfillment of tie pe schedule £ the last 26 hours and then
L.iivisions whi, in turn, specify the time

roadunts

schedule, the chief qQls
wop chiefs from the dig-

Lare presanl oat o the dis-
tachod Lo Lwo or three basic
‘quirements and meet them
e 5 part of the working
orbis and rosolving all pro-
At thr enl of the day, the
DL the day's work.

production shops.,  The
within the preseribed
day ir checking on the
duction disagreemants whicl
chief enpineers report to il

>

During the divpateher's cont pona
cords all tno requirements nrosented i
on thier fulfillment. The main task
quirements which arise during the
cides how to utilice idle RN RO
essary power, cte.  All roquiroments o

e sliTt dlipateher on duty also re-
whepe and, whenever possible, checks
f 1biher is to satisly re-
The shif't dispateher also de-
1y the shops with all the nec-

To pravant Interruptions
rial, an inventory ii token by ¢
cach month of 21l materials and 1
not maet the nenda af the surrant

2 lack of certain mate-
wn the firgt day of
< stock of which do
chiing division also
ol the supply de-

partment.

If certain materials will not bte reeeived premptly, the dispatching divi-
sion immadiately informs the director of tha plant. In sddition, the dispatch-
ing division regulates the distribution of materials of which the plant has a
shortaege. In regulating this distribution, the division takes into account the
supply of materials to all centers of production.
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Taking into ace
and manpover in ser;gu-ntthe relative stability of th: amount of cquipment, tools,
the dispatching division exercises control
for them arise &t dispatching conferences.
ization, the dispatching division acaounts
fiipment, tocls, cte., and controls the delivery of these
*ed by the chiel engineer of the plant.(5)
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